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Office of Personnel

1945 - 1950

"Persons assigned from State, War and Navy
Departments were 'collectively' to form
the new organizsation."

The Secretary of War had directed on 29
January 1946 that the Organization be
closed down. "The CIG seeks the admin-
istrative experience of SSU through
duality of appointment."”

The initial persomnel organization,
decentralized under an Executive for
Personnel and Administration, serviced
all components except for the Office of
Special Operations.

A continuing dilemma for the Office of
Personnel, as well as for other Support
components.

The primery problem continued to be that
of obtaining qualified personnel.

The basic personnel components were
established. Many problems remained.

Beginning of gradual disengagement (by
mutual egreement) from CSC's jurisdiction

on matters in which such exception was
deemed necessary.
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Dulles and Eberstadt
Surveys of CIA 1948 -
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DCI Response to Survey
Recommendations:

Change in Commend -
December 1950:

Reorgenization of
Personnel Office along
Functional Lines:

Enlargement of Scope of
Personnel Office
Responsibilities:

Carser Service Progranm:

Pergonnel Office

Developments 1952 - 1953:
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Both surveys concluded that administrative
staffs were inclined to interfere
unnecessarily in matters which were not
their concern. The Dulles Group opted
for covert autonomy.

Admiral REillenkoetter did not egree with
survey groups' basic sssumptions and
recommendations.

General Smith brought to leadership of CIA
strong interest in administrative and
personnel matters.

In late 1950 a recentralization of adminis-
trative support functions took place under
the newv Deputy Director for Administration.

Personnel Director charged with "develop-
ment, preparation and execution of all
Agency persomnel progreams and advising
officials on all matters of persomnel
policy."

Establishment of a career corps a major
priority of the DCI. A Career Service
program was developed and an Agency Board
established to coordinate career service
activities.

The Agency became fairly well stabilized
in its staffing. With recruitment
limited to replacement of attrition,
emphasis shifted to development of a
well-rounded personnel program.
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DEMISE OF 0S5 CO!\\{F!DENT!AL

On 20 September 1945, the Bureau of the Budget issued & paper which

reviewed the intelligence effort in the United States, and praised the
Office of Strategic Services (0SS) for its remarksble contribution to

the war effort. It recommended, however, that another type of intelligence
organization better suited to peacetime be organized and set up to

replace it.

On the ssme date, President Truman issued an Executive Order dis-
banding the 0SS and charged the Secretary of State with the responsibility
for planning and orgaenizing a new intelligence system. The Research '
and Analysis Brench and the Presentation Branch of the 0SS went to the
Department of State to gld in developing foreign policy. The other 03S
components--assets for secret intelligence, counter esplonage snd covert
action operations--were transferred to the War Department and incorporsted
in the new Strategic Services Unit (SSU). The Secretary of War was
directed to discontinue those activities he felt could be dispensed

with in peacetime. Those intelligence functions which would be needed
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permanently were to be mainteined and were later to be transferred to
the Central Intelligence Group. _ who
had been General Donovan's Deputy for Intelligence, headed the SSU, and
at once began whittling the Orgsnization's numbers. By the end of

October 1945, the 0SS which at its peak had numbered 'between-

1
_ exclusive of agents and other foreign nationals in

speciagl capacities, had been reduced to fewer 'bhan_ by
Jenuary 1946, to little more than _

In his book, Central Intelligence and Nationsl Security, Harry

Howe Ransom gives a colorful and probsbly accurate commentery on the
people who made up the 0S3S.
Colonel Donovan's 0SS blossomed end spread throughout
Washington and the world in something of a Gilbert and Sullivan

manner. By war's end some -OSS workers were engaged in

every kind of work believed to be strstegically important.
0S5 personnel comprised a hodge-podge of Americans believed

to have some talent for the frontier-less game of strategic
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intelligence and specisl operations. 0SS was, in fact, an

assemblage of college professors and Hollywood stunt men, Wall

Street bankers and Chicago bartenders, football plasyers and

missionaries. '‘There were men who did careful scholarly work,

men who d4id sensationally dengerous work, and men who did

absolutely nothing except travel around the world on a high

priority at Government expense."

An indication of the scope of 0383 activity is seen in its budget
estimate for Fiscal Year 1945: _.3

The breaking up of 0SS and building a new central intelligence
organization almost literelly from its ashes was, and would be, a
monumental task. Thoughtful observers took stock as 0SS went out of
existence. "It had engaged in the widest variety of enterprises,
calling for more different skills and personalities than eny other
American Government organization previously existing."

BIRTH OF CIG

President Trumen's letter to the Secretaries of State, War and

Navy, dated 22 January 1946, established the Central Intelligence Group
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(c1G), "subject to the existing law, and to the direction and control

of the National Intelligence Authority the Director of Central Intelligence
shall * ¥ % ¥ Perform for the benefit of said intelligence agencies such
services of common concern as the NIA determines can most efficiently

be accomplished centrally." DPersons assigned from the Departments of
State, War and Navy were "collectively" to form the new organization.

Rear Admlrsl Sidney W. Souers, USNR, was personally chosen by
President Trumen to be the first Director of Central Intelligence. His
first priority was to establish the CIG, and start it in operation as a
body of intelligence specialists drawn proportionately from the depart-
ments and serving the departments under the supervision and control of
the depertment heads in the National Intelligence Authority (NIA).

A far-seeing man, deeply versed in intelligence, the first Director
was well aware that he faced innumerable and seemingly insurmountable
problems in staffing his Organization. Salaries and expenses were to be
borne by the three parent agencies; the CIG had no independent means of
acquiring employees, no budget of its own and no authority to spend

the funds at its disposal. The departments had been directed by
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the President to assign personnel to CIG. Suspicious of the new
agency's potential power, fearful that assigning to it highly-
qualified members of their staffs would undermine their own missions;
they minimized the urgency of CIG's staffing. It was not unusual to
recommend individuals they wished to "ease out" of their offices. Many
recommendations for employment in CIG were not bona fide nominstions.
Scme candidstes were headed for more important responsibilities in
their own egencies and could not remain long with CIG at best. Often
the best-qualified individuals were not included on the list of
availeble candidates; they were needed where they were. CIG suffered
from the department's inability (end marked reluctance) to provide
adequate personnel and the facilities it must have.

Admiral Souers realized that meny in the Army, the Navy and the
Department of State were continuing to resist any thought of a central
intelligence organization which might overpower or monitor their own

intelligence efforts.5
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Throughout his five-month tenure as Director, Admiral Souers was
unable to persuade the NIA snd the departments that it was essential he
be given & separate budget and independent hiring suthority. There was
no appreciable outside recruiting during the early stages of CIG's
existence (Jamuary to September 1946) since the directive establishing
it provided for the transfer of personnel and facilities from the three
"interested" Departments. A sort of liaison was carried on with these
departments. Early recrultment amounted to inter-sgency rather than
outside procurement. Some individuals were brought into the Group from
the ranks of 0SS by direct interview and negotiation with the heed of
the Personnel and Administration Branch, but this still approximated an
inter-agency transaction. Certain other units of CIG were obtained
intact through transfers from other orgenizations.

Prior to September 1946, therefore, no formal recruitment or pro-
curement section existed.6 Not until Admiral Scuers' successor, Genersl
Hoyt Vandenberg, had done valiant and decisive battle with the NIA was

an enbryo recruitment and placement sctivity established.
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NIA Directive No. 2 of 8 February 1946 activated the staff of the
Central Intelligence Group. A small group of personnel from the Depart-
ments of State, War and Navy had already been gathered together three
days after the President's letter of 22 Januery 1946 directed the
establishment of the CIG.'

The authorized T/0 of the CIG totaled one hundred and sixty-five
persons. These were to be drawn equally from State and Navy, which were
to contribute forty-three individuals each; Army, including the Alr
Force, was to supply seventy-nine. The Centrel Reports Staff had a T/O
of sixty-one; the Centrel Plenning Staff, one of forty; and the Personnel
and Administrative Branch (P&A), an authorization of sixty-four. The
P&A Branch consisted of an Administrative Officer, a Security Officer,

a Personnel Officer, and a small group of trained technicisns to provide
necessary administrative services. The authorization of sixty-four, however,
included the Office of the Director, the Chief of Operational Services

with a small staff, and a small Secretariat set up to serve the NIA,

the CIG and the Intelligence Advisory Board (IAB).
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On 7 June 1946 when Admiral Souers made his final progress and
status report to the NIA, the staff of the CIG totaled eighty-four
individuals~-51 percent of the one hundred and sixty-five employees
authorized four months before. (Thirteen of the eighty-four persons
then counted as staff in his report hsd been accepted but were not yet
on duty or assigned.)g

General Vandenberg, upon assumption of the DCI responsibilities on
10 June 19u6, began e vigorous campaign for independent funds and the
right to hire his own people. He stated to the NIA that it was extremely
difficult to secure the necessary qualified personnel by requisition
from the departments. He needed money and the right to spend it--
authority to hire and fire. A working fund for CIG, made up of allot-
ments from State, War and Navy, was approved subject to the administra-
tion of the DCI for paying persomnel, procuring supplies and equipment
and the certification of vouchers. On 5 September 1946 authority weas
granted the DCI to administer it.9 This was a step forward, but the

CIG was still without its own independent budget.

Approved For Release 2000/08/0§Em]RDP81 -00314R000600130001-6



Approved For Relefse 2000/08/07 : CI&ESBE&-003HR000600130001-6

CONTINUING LIQUIDATION OF SSU

It was originally estimated that the liquidation of SSU personnel
and assets would be completed by 30 June 1946. The Secretary of War had
directed on 29 January 1946 that the Organization be closed down by that
date. The liquidation period was later extended to the end of June 1947.
Despite the impressive reduction of former 0SS members from the Strategic
Services Unit, a considerable body of talent remained to be considered
for retention or disposal. _argued strongly that the SSU 25X1A
possessed assets that were literally irreplaceable for intelligence pro-
curement in peacetime.

In February 1946, Admiral Souers, with the approval of the Intelligence
Advisory Board, established an interdepartmental committee to study the
problem of the S8U. The committee concluded that the SSU wag a going con-
cern for fileld operations, that it should be "properly and closely super-
vised, pruned and rebuilt" and placed under the CIG. Liquidation of those
covert units not considered applicable to the permanent peacetime structure

would continue, but such personnel and activities as the DCI thought wise
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to retain would be transferred to CIG under terms of new employment. The
War Department would continue to supply funds for this group pending the
grenting to CIG of its own budget.©

It was this gathering of experienced ex-0SS officers and technicians
that made up the administrative and operational staff of the Office of
Special Operations established in July 1946 under CIG. CIG Personnel
Order No. 3 of 17 April 1946 stated "The CIG seeks the administrative
experience of SSU through duality of appointment--appointment of SSU officers
to CIG positions.” And a summarization of CIG Personnel Orders September
1946 through January 1947: "With increasing capability of CIG Personnel
Office, the chosen personnel of SSU administrdtive offices are assigned
to appropriate CIG components in both the Project Support Division and in
the new components being established to service the new 'overt' offices

of CIG.”:L:L
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PERSONNEL STAFF 1946 - 1950

The initial personnel organization was decentralized under an
Executive for Personnel and Administration who was responsible for all
administrative support of CIG.

The Executive's staff for administrative support matters in 19L6
consisted of the Personnel and Administrative Branch (P&A), with a section
headed‘by a Persomnel Officer responsible for personnel management in the
Agency. The Personnel Section serviced all components of CIG except for
the newly-established covert Office of Special Operations (0SO). James
B 2 the first Chief, Personnel Section. He was succeeded in
September 1946 by Judson Lightsey, whose new Deputy, William J. Kelly, was
to take his place in 1948.

In July 1947, the Executive for P&A was renamed Executive for Admin-
istration and Management (A&M), with Personnel established as a branch
along with other support branches. In August 1948 ,_became
Assistant Chief, Personnel Branch, unde? Kelly, whom he would follow as

Personnel Director in 1951.
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In July 1946, when the Office of Special Operations (0SO) was
established to carry on the CIG's covert operations, it had, ready-made,
its own self-sustaining edministrative staff, manned by former 0SS officers
and technicians who had remained with SSU to sssist in orgenizing CIG.
030's personnel functions were carried out by a Persomnel Procurement

25X1A - William G. Tharp who had been Chief, Personnel Branch as well

as Bxecutive Officer for Administration, SSU, remsined in charge of per-

25X1A sonnel when 050 was activated. -became Chief, Personnel
Procurement Section in September 1946. _became Acting 25X1A

Deputy Chief, Personnel Division, 0SO in September 1947 and Assistant
Chief, in December 1948. He was later to be appointed Deputy Personnel
Director, CIA, in October 1964 and Personnel Director in Jenuary 1968. By
mid-1948, 0S0's administrative staff, renamed the Administrative and
Services Staff (A%S), consisted of three Divisions, Personnel, with a
Recruitment and Placement Branch; Special Funds Division and Transportation

and Supply Division. In August 1948, 0S0 and a new covert office 5 the
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Office of Policy Coordination (OPC) proposed a merger of their two
administrative offices. The combined unit would be responsible for all
covert support functions (except for personnel investigetions). Each

Office would have its own personnel officer; both would be represented

by a comblned staff chief to be located in the Director's office; separation
from the BExecutive's central staff snd authority would be virtually

complete. The proposal met with vehement and eloguent objection from

25X1A

the Executive and his Deputy, _ The latter in two memorsnda

to the DCI, charged that duplicate staffs would lead to confusion in
CIA's relations with the Bureau of the Budget and Congress, internal
competition between overt and covert offices for the Agency's adminis-
trative resources and a weakening of the cover arrangements for sdminis-
trative services required by the covert offices. Duplication, inefficiency
and wasted effort would inevitably continue to result. The use of the
term "operational security"” could be read as an effort "to achieve covert
autonomy."l2

A compromise was effected for a time in September 1948 by merging

the Executive's staff offices and 030's Administrative and Services Staff
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into a single group of five divisions, each subdivided on an overt-covert
basis under the Executive for Administration. 0S80 and OPC were suthorized
to maintain "necessary small administrative staffs for internal operations."
In October 1949 s fundamental reorganization established completely
separate staffs for supporting each side of the house: the Administrative
Support Staff (A&S) to service overt activities, and the Covert Support
Staff (CSS) to provided services to the covert components. CSS was later
renamed Special Support Staff (S8S). The central Personnel Staff was
split into two Personnel Divisions, one in each of the administrative
staffs. At the same time a Personnel Staff was established overall to
provide policy guidance to the Executive on personnel matters. This
general organization prevailed until October 1950 when General Walter

Bedell Smith assumed the DCI respongibilities.
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COVERT AUTONOMY VERSUS CENTRALIZED ADMINISTRATIVE CONTROL

successors were placed directly under the Executive for Personnel asnd

Administration. His control over their activities was circumvented,
however, by, smong other factors, a conviction long-held by covert
operators that their sctivities should be autonomous and compartmented
from a less speclalized "overt" side of the house. The new 0S0, staffed
with experienced wartime 0SS operators and support specislists, naturally
believed they knew best how their "shop" should be menaged. This
struggle with divided authorities was to cause numerous difficulties
for the Personnel staff in administering an Agency-wide personnel pro-
granm. Dedicated men of good will staffed each side of the schism. But
chauvinism dies hard. The issue would remein a continuing dilemma for
the Office of Persomnel as well as for other support components for some

time to come.
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" ESTABLISHMENT OF CIA's: JULY 1947

. q‘_

In Mey 1947, General Vanderberg vas recalled by the Ammy to militery

duty as Chief of the new USAF. His term had spanned eleven strenuous

months marked by hard-wonvaccomplishment and pfogresé in helping-tﬁe new
CIG galn some measure of equilibrium, but with serioue ju?iSdictional
problems in relation to other me‘pﬂaers of. the ihtelliggnée community as
yé’c. unresolved.

He .was replaced by Rear Admiral Bc?zs.coe H. Hillenkoetter, a politic
end able officer, who had distinguished himself on gssigments in Moscow
and_Paris‘before and during the war, ofgenized an Intelligence Center

B

at Pearl Harbor, and was once more engsged in intelligence collection in

Paris when he was appointed the new DCI, reportedly aéainst his'wishes.lh

In July 191LT the l\Tat:Lonal Securlty Act es ua.blished the Central

| Intelligence Agency (CIA) and transferred the personnel, property end

records of the former CIG to the new Agency. With CIA's establishment

the overall size of the Organization was considerebly increased, but the

primary problem continued to be that of obtaining qualified persomnel

16
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to staff the ever-increasing programs. CIA's population in September

-’ 25X9 94T totaled.- By 1948 strength had risen to-employees._ls 25X9
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“ PERSONN”L ORGAMZATI@N - OCI’OBER 1947

Despite the relative inexperlence of the new c1G-CIA Pe,rsonnel

e

Office and the necessity for prov:.ding a wide variety of personnel

services for an Agency constantly growing in n:mn‘bers and complexity of
mission, much had Ibeen accomplished in a yeax;'s_ﬁim; in putting tqgether’
e worksble personnel organizatibn.
A remarkably preséient and thorough review of th’e functions and
staffing of the Personnel Office _was set forth in s memoranduti to the T
~ Chief of Personnel in October 1947 by 2 newly-re.cruited, experienced

Personnel Officer_ The survey mede eppervent the

- uncoordinated, hasty and highly-motlvated efforts put forth to build an

25X1A

urg'ently-needed' persommel orgenization in a very short tine. ‘It also

revealed an alarming shortage of tralned persomnel and experience in

the personmnel ﬁa.nagement field in the Personnel sta_ff; ~»
E By that time, Octo‘ber‘l9‘1+7, the cen’gral Perspnnél Office had
‘ devéloped a ﬁmsactions and Records Division ,_\;;m’caining Mailr and
Records and Proceésing Sectior;s HE: Ciassification and Salary A&minis,tration
w , o 18
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-Division; s Personnel Relationé Division; a Placement end Procurement

Division with a Testing and Evaluetion Section; and an'émbr:,r_o Training

Division. It 1s safe to say that most of these of{iées were still in

the formative stage of inovating and "trying things out.” But they had

2

been established and were going concerns. -

- Personnel procurement was confined to the efforts of three or four

men "on the road" who doubled in brass as placement officers. One

Recrulters were nelther

experieﬁced nor traired in procurement functions--interviewing, writing )

meaningful inte.rview répéf’cs » making c;)ntacts s ete. friorities and
requirements for the types of personnel needgd were not spelled out
for their guidance. On the houme front-, untrained processiﬁg personnel
and Qverburdened_place@ent officers (who freqﬁently had just returned

from recruiting to "place” their recruits) often erred in evaluating

applications; files were not organized, were frequently lost or mislaid.
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Operating Officials_held applications for lengthy periods. ILetters of

A
-

scceptance or rejection were delayed. Most alarming wgs the time lag
experienced in obtaining security clearances; the average time re‘quired

for clearance, even for individuals in the Washington area, was six and

& half months. In the six months preceding-report ’ sixty-five'

steﬁographers had declined employment because they "_couldn't wait" for

éecurity processiﬁg. He recommended that a "holding" pool be established

¥

where clerical personnel could be assigned to awalt completion of

security clearance.

A 'brlef survey of positlons in OSO brouoht to light the fact that

Jobs in that area were not classified by trained individuals , often not
_ , .

classified at all. Government-prescribed classification principles were

looked upon with suspicidn. Desk audits were not pefmitted; certification
by the 030 Pei'sonnel Section was gll fhat was regulred.
And so it went. The Chief of the Classification and Salary Adminis-

t

tration also headed the Personnel Relations Divi_s_ién_. None of the staff

.- ‘ 20 I
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had been trained in counseling and interviewlng techniques. They, too,
in common with most of the Personnel Staff were en’chusias‘tic » highly-

motivated, inept.

The need for a strong training and orientatlon program throughout
the Personnel Office was appargnt in _a.le bf its units. And so was ’the‘ .
qrgént requirement for increasc in staff.
-stated “that(nex’c to reorganizing and strengthening tile'
chaotic procurement :E‘unctign, develop?zent of a really effective; trp:in‘:':ng .

and. orienfation rrogram gppeared to requlre the most immediate attention

of the Chief of Peréonﬁel‘ anc;. #is Depiity. '-He felf; that recruitment
sﬁouid eventually be divorced from placementf
As the Office (Procureme.nt.) is presently Q'pera’cintgwith .very
inadeq_uafe staff«~in terms of quality--and pract'ice_'lly non-éxistent
- in‘t.erms of Qﬁnbers, 1t will never get the Job dbne. Avre‘view N

reveals that in many months we are losing ground. Either the

requisitions for personnel should be cazllcellfe,d' or top sidé should

recognize that the Personnel Office is not equipped to £111 the

21
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- needs of the opera.tlnO offlces With the labor market gettlnd )

' tightef every day, this suggestion should be activated without

1
delay. 4

It is interesting (and a measure of the ybuth;pf the Ageﬁcy) to
note‘his statement thet he had not been able.to‘obtain an o;ganizaﬁion
ch;rt of the Personnel foic¢ or the Agency. :

It appears t? be generally understood that the Inspec%ion
end Security Chief frowns upoﬁ t?o much orientation, basing
his opinion §n the need-to-know gésis. I feel that this is
mor; & case o:la little knowledgé_ﬁeing a dangerous thing and
;the fact that an employeé of one elément doesn 't know anything'
ébou% the functions of the rest ofvthe Agency will ca?se more
seéurity violations than ir generaily 1nformed.‘ This éhouldA
not be construed as =& recommendation that all employees be
briefed on all ciandestine'olﬁerations.l8
A statement by a veterén recruiter in mid-lQSé sums up the '@ersonnel“

situation: ‘Throughout this period of uncoordinated effort, there was

no gruﬁbiing over long hours or other lack of good will showm to the

SR - - 22 - o
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s Jdb at band. The expansion of the Agency was simply getting ehead of

I - 19
the physical gbilities to cope with it." If the Personnel Office

emploYees wvere often untrained and inadequate, they at least toiled with

good heart and dedication.

25X1A -proposed some remedies: S

Orientation and trainino for all personnel employees. Training
program for intervievwers. o

Separation of Placement and Procurement Functiovs, Immediate
increase in procurement staff.

More active recruiting campaign particularly with respect to
contacts with private industry, universities, professional
gocieties.

A small group of personnel techniciqns to develop procedures,
conduct special studies, review work flow, T/O s, staffing,
budget, legislation, make valid recommendations to Personnel
Director of personnel management program.

Initiation of 30, 60, 90-day follow-up interviews with each new
employee to determine valldity of initial placement, proper
utllization for future.

Periodlc recon01liat10n of persomnel requisitions with records
" "of operating offices.

Coding of applicent files by occupational code, files to be
rated by three-man board as to qualification by grade levels.

~An"IBM system of perscmnel statistics reporting to be used as
well in T/O's end management reports.

.+ Trensfer of entire personnel statistics function (then in part
-~ ——--handled by Management Office) to Personnel Office from whose
: records statistlcal reports were comoiled.ug

—Increase in space as well as staf?f for all personnel operations.

23
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+With the neces_s_ary’ components of & basic personnel progranm

eétablished., personnel planners began to look into means of refining

end expanding personnel programs, adjusting such sctivities to CIA's

peculiar mission requirements and demands upon its members. Some of

-recomnendations were, step by step, put inbto practice. In

1948 the first _"pool" of provisional.’ly—cleéred. employees was established
providing needed employment and orientation and training to new

individuals awaiting completion of security clearance. Authorization

\

for thirty such new employees was initlslly grented, reluctantly, by
the Executive. By the end of 1948, two such pools toteling two hundred

persons were administered by the Personnel Office.

[N

Follow-up interviews were initiated by the Placement Ie.nd Procure-

- ment Branches for a period, but later hed to be discontinued because

of shortage of staff.

4

The Testlng and Evaluation Program was enlarged and augmented.

Development of an IRM system of personnel statistics reporting was

'7 begun to replace the laborious "hand count" method of maintaining

records end compiling statistics.

' b
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S es T Later, in 1951 & small group of young personnel procedures

technicians was put together i::\fortms.l:?:\,fl dattached to the Personnel
Director's office to assist him in developing rsomé of' the "basics"’ of
8 well-roundedr pérsonnel manvagementv pfogram. The group ‘was_firs’c
. form;;izea es the Personnel Studies end Prgc’edures ;taff ;n April 1951
’A2v5X1A - under_ It wouI@ ;]..evelop.into'a %tfopg supéorting
i'eseél‘ch and planning arm of fhe Perso‘nnel Direétor. - |
’ The 1952 historical coverage, mm}tione_d aboye ; mekes this‘ observa-
tion:
The relatively orderly gréw%h‘bf'the early years is due
in part t§ lack of rec_:ogﬁii:ion of the vital iﬁportance of
the Agency 1:‘.0 national security. The budget .»was grad}xally '
' 'inclzre.asing. as the staff grew in size and additional functions
“were gssignec} to the Agency, but: it is proper to ssy that a
, sénse- of urgency was lacking. Two reports had beeg made by
" extraneous investigators . . . but @espite-th; call for a
more aggres.sive policy, little change w;.s .a:._aparent- in the
a‘.émosphere . 20
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* ~  This may have been true of the Agency in general, but there was

little time for resting on laurels in the PerSongel Office Staff. The |
glze of the Office had geﬁerally reflected a coﬁcept_of personnei..
ménagemenﬁ as g limitédservice functiop, e#iétihg pfimarily to.loéaté
employees and process employment paper;. ﬁven to operate in that
limited role tge staffing of tﬁe Office ﬁad nat beén:adequate. The
Organization as a whole was growiﬁg in size but it was several years
(until weli into 1951) before the st;ffing ngeds oé the Personpel Office

were to be recognized. The expanslion of personnel in @he various
operating segments.ampiifiedpgﬁd iﬁ;é;;i;ied fhe éctivities performed

ip the Personnel Office by a staﬁf which constan?ly shrank in proportion _
to the totallAgency staff. For this reason it was”ofteg n?cessary to

_ negléétlmajo? programs of personnel management in‘order\to provide the
recruitméﬁt effort essential to locating end initially assigning persopnel.
N?merous programs--placement follow-ups designed to determine the
effeétiveneés of initigl assignmenté and_effect-tﬁ; most apprépriate
placement of personnel, estgblishment of qualifi?ations standards to

| S 26 R
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insure obtaining and utilizing. the best qualifled individuals, end of

l-claasificafioﬁé sﬁandards td sée that eqﬁal éay for sd@stantially
eimilar work was provided--all were recognized as essential ;nd eérnestly
.deéired bﬁt couid not be sétisfactorilj and fhorbughly cafried but.
becéuse of the negd for conceptrating gll aveilable efforts on.immediaté
proﬁiems. Heavy hiring operat#qns vere carried qn ip an atﬁosphere Qf
pressure and uncertain?y as to needs, and without the aséurgnce that
the individuals recruited wéuld adequételynserve the Agency's require-
ment for én effective, productive wor# forcef21 The skeleton staff of
personnel techniciéﬁs ﬁéd ﬁ;éﬁ-so ﬁ;égccépiedrwithiday-to-day oper%ting
Pressures that little, if eny attention could be devoted to performing
those functions essential to deve;opment of a Vigofous andlconstructive
personnél manggenent program;

Not until General Smith's sssumption of 't;he Déx re'sponsibilities

in late 1950 did the Personnel Office begin to receive recognition as

a function deserving of strengthening and firm supﬁort.

Despite the continuing efforts oftthe undermgnned peréonnel staff

to keep its head ebove water during this period of growth, a measure of
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stebllity had been achileved. Reorganizations would recur, but the

origlnal structure was to remain essentially the same except for the

-

addition of new responsibilitles and functions required to meet growing

. demands. New problems would arise, but they Would not dlffer greatly

—.from problems which had - occurred and been resol&ed in the predescessor
orgenizations. Continuity of Ieadership was another positive asset.

ery personnel who had helped to develop and epply ﬁersonnel manzgement

concepts and +o form CIG and CIA into a large and vital organization

were to continue in positions of lesdership through the period 1950 to

1953, end in some cases until the preéent day. Fortunabely for the

Agency these elements of stability and continuity obtained in.like

manner throughout the administrative support components and the Organiza-

23

- tion as a whole.
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. SPECIAL AUTHORITIES Pin) REQPONSIBILITIES OF THE PERSONMEL OFFICE

Two of the primary aims of the Personnel Cifice had been to handle
day-to—day 0p§rations as efficlently gnd egpeditiously as possible gnd
et the. same time to set up s personnel organizétion and progrem which
would serve the Agency's ne.eds at that tirqe and in tf;e'futu;r'e. Because
of the nafure of the functions gérformed by CIG and CiA, there were many
unique problems which could not be solved by foll ow:;ng customary Federal

persomnel policiles, procedures and pra¢tices. -The necessity for strong

security controls, including physicel security requirements permeated

a1l efforts toward accomplishment of the personnel management mission.

.

. In recognition of that fact; the Agency was exempted from various require-

ments generally established for Federal Agencies. .In September 1947, the

Civil Service Copmission excepted the Agency from all Civil Sexrvice

" competitive examinatlon and certification procedures normally followed

in'meking Federal appointmen‘bs.ah This action was smong the first of a

series moving the Agency toward graduel "disengagement” (by mutual sgree-

ment) from the Commission's jurisdiction on matters in which such

- . 29 N - |
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exception was deemed necessary. In Octo‘ber 19&9, after representau:x.ons

on the matter by Admirel Hillenkoetter, the Congress exémpted. CIA from )
| the'rquirements of the Classification Act of 1949 vhich prescriﬁed
e position classification end salary administration requirements for most

Federal sgencies. The Director stated his infention; however, that the

Agenéy adhere as closely as possible t? the princi}ale:s.and policies

stated in the Act. Prior 1;.0 its passage there had been an eérlier under-
‘standing with the Civil Service Cm&&ﬁisé;ion'ﬁﬁé.t the>ngency vas privileged =
in poéition .classification by virtue- of ‘authori’c‘ies contgined ir; Public

Law 110, and the prévioﬁs Conmnissj.on préctice of reviewing Agenéy position
gllocations ifas discontinued.

The‘ﬁationai sécurity Act of June 1949 (Public Law No.' 110) had
a-_-'l.so vested in the DCI authority to effect terminai;,ioz;s of employment
.whevnever déemed "necessary or advisable in the intex;esté of 'bheUnited
_S'!;ates "w-despite other provisions of law governing. ;l:he ‘separation or

removal of Federal employees. It also éxempted CIA from the provisions-- - - —--"

of any laws requiring disclosure of the "organization, functions, names ;.
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A -

'officials salaries or« nunmbers of personnel employed.. More s:Lgnlflcantly,

1t pe_mi’cteci the Director broad suthority to procure "supplies, equipment
and persomnel and contractual services" outside of normel Govermment

channels snd standards--"a measure of edministrative autoncmy in proeure-

25 "
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ESTABL nNMENT OF PERQONNEL ~OFFICE ALONG FUNCTIONAL LINES

Between October and December 1950 & recentralization of the

- _administrative support functions of the Agency ook place under the

new Deputy Director for Administra'bion (DD'A). | The Special Support and
Administrative Support Steffs were a'b.olishe.d. a.nci "bhe:'Lx; functions

remerged with the staff offices under the DDA. The former Persounel
staff with the Overt and Covert Personnel. Divieione 'became the Office

of Personnel uixvé:é'r‘ the leadership of ;f Pefsonnel Director. As in other
support arees, responsibility for clendestine personnel matlers was
redivided between two divisions~-=-a reconciliation of fhe need for
centralized aﬁémin‘istrative respons.ibility e.nd the requirement for compart=

mentation and ;operational aubonomy

Personnel Division (Overt.) provided placement, personnel reletions

4

~and transactiens end records services for the overt offices, and &

¥

"¢1éri"c'gi“"§561f‘"eﬁa' "8 ‘testing service for the Agency 8&s & whole. Personnel

‘Division (Covert) furnished cervices for the covert offices. The

Cl.assifieatiénszv:and Wage Divislon provided a central wege and salary

k!

32
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;: administration program. A Perspmel Procurement Division was set up
j,'. .'j T ' : ' ;
: %o supply & central recrui:tmentl progren for the Azency, replacing the ‘.
- pecrultment services formerly provided by the Placement Brenches of the
I - S
two Personnel Divisions. The Militery Persounnel Division, previously
‘ iocated. in '_hhe ovexrt Peraqnn_el Division, was established independently
4o continve its function as the central military personnel office.
| William..‘)' . Kelly, who had headed the former Pexrsonnel Staff,' con=
* R | n . : =

'binued. in charge as the'Personn.el Director. His Deputy was_ 25X1A
25X1A

C -who hed been in charge of covert’ support until December 1950 and
; 3
vas now responai‘nle primarily fox persozmel management in 'bhe covert
: . ,; e ! o .g
I ’ off:.cea.' o ¥
i‘ B
| |
1 ‘
RE
\ |
| B o :

o
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- BHYLIES AND EBERSTADT SURVEYS OF CIA 1948 - 19h9

Two surveys of the internal workings of the Agency were conducted during
1948 and early 1949 as part of an overall scrutiny of all of the intelligence

services. Although both survey groups were to review the Government's intel-

ligeﬁce system as a whole, they tended to,coneentreﬁe (especially in the case
of the Dul}es Group) upon the CIA as the newesf, most controversial and most
vulnerable member of the intelligence community.2§

Although charged primarily with exeéining the intelligence and operational
activities of the Agency, the two Survey groups did not overlook the adminis~
trative side of the Organization. Both the Hoover Commission Task Force,
headed by!Mr. Ferdinand Eberstadt, and the Dulles Survey Group felt that the
“administrative staffs were inclined to interfere unnecessarily in intelligence
and operaﬁional matters which were not their concern. On that question as
well as on the question of covert autonomy versus centrelized administration,
.. the &ask.Force felt that some degree of separation of}autherity was probably

--desirable but believed it shouLi be left to the Agency to resolve its diffi-

culties. With regard to Agency management, the Task Force felt that for the
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QIAiasﬂfo? most organizations, the major problem was one of personnel. The
rapid expansion under General Vandenberg had led to sdme efrors in recruit-
ment, but this was an internal problem, a matter for the Director and his
assistants to resolve. Continuily of leadgrship éombined with inﬁernal
development wou}d work in tandem to improve the situation.27

The Dulles Sﬁrvey Group's obsérvations and recommehdations were more
specific and strongly-worded; its members were more-inclined to look into
the "fitness" of the individuals charged:with ruﬁning the'Agency.v28 They
believed that administration had acquifedlé degree of dominance which threat-
ened to control overall policy. Covert aﬁtonomy—-control of'operations and
internal administration, including recruitment and selection of all covert
personnel-fwas>strongiy advocated;

Commenting on the personnel management program, the Dulles Group attri-
buted man& of its difficulties to the fact that CIA "labors under a difficult

'pefsonnel problem,”

citing "extremely varied ?efsonnel requirenments,.
sensitive security considerations” which restricteéwthe recruitment effort,
the requirement for anonymity for "a large part of its personnel,” need for
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"persons with highly specialized talents,ras well as. . . broad experience."
Contributing to the complexity of the situation were the "&outh,of the organ-
ization," and the"conditions of change and uncertainty "which rendered re-
cruiting and retaining qualified individuéls "eveﬁ more difficult."3o

The swift growth of the organization had been attained "at the expense of

the quélity of personnel selected.‘ Many able persons héve left the organ-‘
ization and few qualified’ones have been attracted to it. On the higher levels,
quality is uneven and there are few pers@ns who are outstgnding in intelligence
work."

Summing up the personnel sgﬁuation the Report stated, "on the whole,
morale within the Central Intelligence Agency 1s not good,ﬁ because of "unce?—
tainty as to the future of a career in intelligence. . . widespread criticism
of the performance of the Agency, dissatisfaction with leadership. . . rela-
tively high proportion of Service persomnel in key positions" . . which tended
tolﬁdiscourage competent civilians from seeking emplqyment-in the CIA.

31

delay in security clearances."
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For many months after he assumed the leadership of CIA, and indeed

throughout his tenure as DCI, Admiral Hillenkoetter sustained formidable

opposition on the question of the DCI's scope of authority from his peers

in the intelligence community who had little taste for becoming subordinates.

He could then perhaps be forgiven for a somewhat less than enthusiastic

response to the recommendations from the two survey groups from the "outside,"

His reprganizatioh of September 1948, heibelieVed, had been successful; it

had also been necessitated by the Bureéu ?f the Budget's order to eliminate
duplication in line with the Eberstadt recommendation that administrative
overhead be reduced. He did not agree with the Dulles Group's urging that
cavert admip}strat%on be completely separated from the overt administrative
mechanism of the Agency.
”“Theﬂcoﬁmittee's report seems tb indicate undue emphasis and

' alarm in connection with complete aUtonomyvfor covert components
of the CIA. fherg»has to be an umpire édﬁeplace, and no one,

directly responsible for operations, should be his own final

authority and judge in the utilization of funds and personnel.

37
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Nor did he feel thag the administrative support groups dominated the
intelligence‘and operational components of the Agency. They acted in an
advisory capacity only.

Administration has no voice in determining the substance of
operational direction, guldance, and production, nor should
it ever have.

Commenting on the ”névernending argunent"” surrounding the issue of
adninistration versus operations, he expjessedlhimself stroﬁgly.

" The operating people would like‘Fo be given a lump sum for
their operations and complete latitude with regard ﬁo nunmbers
.and grades of personnel, travel authorities, new prbjects, ete.
The results of such action, without céntrols, is obvious--chaos--
No agency, regardless of its nature, and gmphatically one thgt
handles confidential government funds, can possibly avoid
' such controls.
Commenting on the conclusion in the Du;les Rééért that many good people

had left the Agency, the Director pointed out that of - employees in the

. 25X9
| ‘ £
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three highest grades, only twenty had left (some involuntarily) during 1948.

He supplied tables showing the turnover and the reasons for separation.
Attrition of allrpersonnel in the Agency had averaged 1.6 percent a month--
a rate considerably lower than that in most other.agencies in Government.
A:With regard to the chafge that few individuals were "outstanding in
intelligence work,” Admiral Hillenkoetter, while admitting the difficulty

of estabii;hing an absolute criterion as to ability, presented tables showing
quali@iggﬁigpﬁrof prqussiPnal personnel; remarking that iflscholarship and

experlence had any bearing, these would "demonstrate that the CIA is not

totally devoid of capable people."32

During the remainder of his tour as DCI, while acknowledging the existence

of the surveys, Admiral Hillenkoetter did not officially comment further upon

the recommendations; nor were they acted upon. The 1948 reorganization

remgined in effect.

CHANGE IN COMMAND

During the summer of 1950, Admiral Hillgnkoeﬁ£ér made known his decision

to retire and return to military service. He stepped down from the Directorship

, : 39 :
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of the Agency the following October and was succeeded by General Walter
Bedell Smith, chosen by Admiral Leshey for the task.
General Smith brought to the leadership of CIA o particular interest
in adminietrative and. personnel management‘mattere. Assigning Deputy Director
status to the position of the Executive of the Ageney was his first step
toward.giving added prestige to the administrative Suppbrt fﬁnction; During
his tenureqhe placed continuing emphasis upon raising the caliber of Agency
employees while keeping a close watch onépndue expansion, preferring to
hold the Agency's operations to a limited number it could discharge with
distinetion rather than attempt_to cover & Broad field with peor performance.33
‘Establishment of a career corps and a career service was a major eoncern.
While General Smith did not appear to share Admiral Hillenkoetter's
concern about the separation of authority issue, (in subsequent developments
covert autonomy was strengthened) he nevertheless was determined to act on
'the.recommendation of the survey and to face up to the difficulties engendered
by the schism. Farly in 1952, he brought the participants in the conflict o
firm and decisive book.
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A memorandum from the Director to the DDCI and the Assistant Directors
dated 9 January 1952, set forth the principles which were to govern admin-
istrative support for OSO and OFC:

1. The central administrative organization ﬁould not parallel the

_operational command system.

2. O0Officers responsible for bperations would be allocated personnel,

funds, and material, . . they would be held responsible both for the

success of their operations and the@prudent and effective expenditure

of means. . .

3. The DD/A wa.s responsible for aiilgdministrative supﬁort to the

Agency. On the 5perational level this included approériate audits

and insfections.

4. The Assistant Directors of 080 and OPC were to designate an officer

to be fesponsible for administration.

";5. The DDP would be provided an administrative.assistant by the DDA. . .
to coordinate operations of the adminigtraﬁi&é”officers of OS0 and OPC

3k

and to be the channel for presenting demands to allocating authority.

i
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A

The issie was thus. masterfully, (and it was to be hoped, flnally)

Joined.

ESTABLISHMENT OF PERSONNEL OFFICE ALONG FUNCTIONATL LINES
Between October and December 1950 a recentralization of the adminis-
trative support functions of the Agency took place under the new Deputy

Director for Administration (DDA). The Special Support and Administrative

Support Staffs were abolished and their functions remerged with the staff

offices under the DDA. The former Persqgnel.Staff with the Overt and Covert
Personnel Divisions became the Office of Personnel upder the leadership of s
Personnel Director. As in other support areas, responsibility for clandes-
tine persennel matters was redivided between two divisions;-a reconciliation
of the need for centralized administrative responsibility and the requirement
for compartmentation and operational autonomy.

Personnel Division (Overt) provided:placement, personnel relations and
transactions and records services for the overt offiees, and a clerical pool
and a testing service for the Agency as a whele; ‘Pérsonnel Division (Covert)l

furnished services for the covert offices. The Clagsification and Wage
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SEGRET s




Skt

Approved For Release 2000/08/07 : CIA-RDP81-00344R000600130001-6

Diyision provided a central wdge and salary administration program.iigﬁ«_ﬂyw¢
Personnel Procurement Division was set up to supply & central recruitment
program for the Agency, replacing the recruitment services formerly provided
by the Placement Branches of the two Personnel Di&isions. The Military
Personnel Division, previously located in the overt Personnel Division, was
established independently to éontiﬁue its function as the central military
personnel ;ffice.

William J. Kelly, who had headed the former PersQﬁnel Staff, continued
in charge as the Personnel Director. ﬁis ?Deputy was_ who

had been in charge of covert support until December 1950 and ﬁas now respon-

sible primarily for personnel management in the covert offices.

ENLARGEMENT OF SCOPE OF PERSONNEL OFFICE RESPONSIBILITIES

The charter of the new Personnel Office after the reorganization of
DeceMber 1950 was enlarged. The Personnel Director was charged with "develop~
meﬁfg preparation and execution of all Agency personnel programs and with
advising Agency officials on all matters of.persoﬁﬁgl policy." Personnel

services for the Agency included recruitment, selection and placement of

L3

25X1A
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employees; procurement,:assignment and administration of Armed Services

personnel detailed to the Agency; salary administration for all classes of

departmental and field ‘employees; internal promotion and overseas rotation
programs and a personnel relations and welfare prbgram; and record-keeping
on all personnel matters.

While liaison responsibilities had not been spelled out in earlier
organizational charts, maintaining working relationships with outside agencies
had from the beginning been an importantgpffice of Personnel function. By
1950 the Personnel staff represented the Agency in liaison activities with
the Selective Service System on draft deferﬁent problems affécting CIA
employees; with the Defense Departmént in matters of procufement, assignment
and disposition of military personnel detailed to CTA; the Federal Personnel
Council, the Civil Service Commission, the United Stateé Employment Service
gnd the State Department in matters of pgrsonnel policy and operations,
parficularly in those relating to recruitment. Privgte industry and academic
institutions were also regularly contacted ip conmedtion with procurement

of personnel. Added to these were liaison with the Bureau of the Budget,

b
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the General Accountlnﬂ‘efflce ‘and General Serv1ces Admlnlstratlon, the Appro-
priations and Armed Services Committees and other legislafive groups on
matters pertaining to projected legislation for CIA employees. By February

1951 liaison channels had been established with the Bureau of Employees

Compensation with regard to compensation claims arising out of CIA employment.

25X1A

25X1A

Approval had also been received on the CIA request to the Department

of Defense for raising the service personnel representation to the Agency,
with a greater increase in such representation under consideration by the
VDepartment.

Liaison with the ﬁational Selective Service Headquarters and the Per-
~eonnel Policy Board, Office of the Secretary of Defense, had been sufficiently
sucééssful by early 1951 that Agency draft deferment.cases and cancellation
of recails in cases deemed vital to CIA had becomew“practically automatic."

In addition, the Personnel 0ffice had from the. beginning performed all

- personnel management services for the National Security Council (NscC),

L5
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established in Oc%obefri9h7 es successor to the Nettonal Ihtelligencé
.Amthority.

Staff employees and staff agents were only one of the categories of

individuals included in the personnel management ﬁrogram of the Agency.

Other categories, each involving special administrative procedures, were

covert employees serving overseas,'foreign nationals, contract employees,

contract and career agents, employees of proprietary organizations, unpaid

consects ||| | T o - ooy 25X1A
personﬁel detailed to CTA from other Government agencies, and consultants,

recruited from industrial, academic and other non-Government institutions.

As mentioned above, a staff group, the Personnel Studies and Procedures
Staff, was authorized in the reorganization of December 1950, and established
to function as an arm of the Personnel Director to assist in carrying out
gffective, coordinated work throughout the Personnel QOffice. Its functioms
Weréfsurveying, reviewing and reportihg to the Persoqnel Director on all
phases of the personnel program, field and dgpartﬁéﬁtal; developing and

coordinating legislative, budgetary, procedural and.reporting requirements;
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planning, developing and conducting studles of personngl office organization,
.staffing, standard operating procedures and special management érojects and
studies.
In his progress report to the DDA dated 1h Fébruary 1951, william J.
Kelly, Persqnnel Director, commented on tangiblé fruits of the reorganization.
Regarding the complete réorganization of the Personnel Office. . .
We attained several things which previously were not possible.
The first and most: important ﬁgs a complete centralization of
all personnel procurement activities in the Agency under one
controlling group. This in itself not only saves time and noney
fbut also prevents major security flaps from arising in the field.
»Tﬁe second thing this reorganization bermitted wa.s the establish-
ment of the staff group within my office, tlus enabling me to have
a group of expert personnel technicians to do the staff studies
N work and the leg work concerned with thg egtablishment of a true
personnel administrative programt.vHere£5f9re 1t was necessary,
because‘of the lack of such a unit, for one of the operating

| b7
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7 ﬁééplg toiddi%he neéessary research and study necessarily

involved in a personnel program encompassing -37 25X9-

‘Research on career management and planning for and developing a well-

rounded career program had occupied the Personnei Office for some time. For
several years prior to 1951 the Personnel and Management staffs had considered
proposals for developing a "career.cérps" of selected ehployees of .the Agency.
The July 1950 organizational chart showed the Personnel staff as responsible
for "conducting research and preparing programs in various personnel fields
including personnel management." Expefimental programs had been conducted
for indoctrinating new employees of grades GS-05 and below in the Agency as
part of their entrance-on-duty (EOD) proce;sing. As of September CIA had
"on paper" an "employee career management progran” administered by the Office
of Personnel. However, little support for such a program was evident in top
management levels.

'.fIn the December 1950 reorganization, General Sm;th established a new
Training Division attached to his own office. Reéﬁénsibility for planning

and development of the Director's cherished conception of a career corps was

18
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‘now placed in the hand#.of the new Chief of Training, Colonel Matthew Baird,

a retired Air Force Reserve Qfficer. The career planning and orientation

brograms hitherto carried on py the Persomnel staff were thus transferred
to his'purview. A memorandum from the new Executive,.Mnrray McConnel, (he
was shortly to be.renamed the DDA) to all Assisﬁant_Directors dated 15 Novem=
ber 1950, named William J. Kelly, Personnel Director,:"in charge of all
personnel problems except those under the Training Section."

A revision of _ dated 19 Janﬁary 1951, added the function
of collaborating with the Director of Training in the procurement of qualified
employees for career development. The two Offices worked cldsely on the
training and recruitment progranms of the Agency during the next few years,

’ i
sharing many aspects of the career development program. Personnel was con-

cerned with the recruitment of trained personnel, Training with the additional

training and shaping of those individuals for positions of responsibility.

GROWTH OF THE PERSONNEL OFFICE

The period from 1950 to 1953 was one of'treméﬁdous growth throughout the

Agency, requiring acceleration of recruitment, placement and overall personnel

. h9 )
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management efforts to meet the repidly expanding intélligenc':e' and opera-

tional mission. DPersonnel in the administrative support components increased

25X9

Throughout this three-year period, .{;ontinuing efforts were made by the

Director and his DDA to strengthen the- authority and control of the Personnel

.0ffice over the Agency's entire personnel program. In early ‘1951, the

25X9

Persdnnel_.staff was increased from_ covering all personnel
25X9
administration, _ the first consideration given

ko

personnel staffing in a two-year period.

The recruitment problem, particularly in light of the greatly-expanded
pei’édnnel requirements of the Agency, was a crucial one. Since CIA's posi-
tions were excepted from the Civil Service .compet:i'.n"c:i:ve system, the program
was designed to loecate personnel through channels outside the Civil Service

50
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qu?mffé??P fégistgrﬂ§ysts?:hw¥ény of the categories»ggpprising th?ﬂAgepcy -
ppsition structure repreéented occupational fields unique in public service.
In addition, the sensitive nature of the Agency's mission together with the
security aspects igvolved contributed to the persgnnel procurement problem.
. The.prospective field of applicants was greétly éurtailed by the basic
requirements which had to be observed before any indiviaual could be con-
gidered for employment. éompletion of personnel security checks, as
mentioned above, involved such prolongeqitime lapses that many applicants
accepted positions elsewhere, thus nuliify?ng a considerable amount of re-
cruitment effort. And many candidates were rejected for secuiity reasons.
Such considerations as extra-hazardous duty, proximity to potential enemies,
lack of health and medical facilities, inadequafe living conditions, absence

of educational and recreational facilitieg, and unfavorable climates -- these

- ~and other factors combined to make recruitment of qualified personnel a

difficult task. Studies in 1950 and 1951 disclosed fhat in excess of thirty
percent of the applicants for whom appointment proééssing was started failed

~to come on duty either for securlty reasons or because of declination on the
-~

part of the applicants.hl

. 51 |
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A survey and re-evaluation of the functions and accomplishments of the
Persomnel Procurement Divisibn conducted in April and May 6f 1951 resulted
in'a further reorganization of the Division and led to approval of a size-
able increase in staff. A total of sixteen individuals had been charged with
| recruitment responsibilities; now an increase té _ per- 25X9

sons was authorized to carry out ;focurement for all ca%egories of personnel.
.Recruitment officers were‘permanently assigned to geographic areas. Generally
their assignments required concentration;on specific occupational categories
or indiwvidual Agency organizational seémenﬁs. New sources of recrultment

were developed on a continuing bhasis.

In mid-1951, Walter W. Wolfe, then DDA for the Agency, to glve greater
weight and.authority to the personnel function, awarded Assistant Director
status to the O0ffice, and brought in Brigadier General E. Trubee Davison,
.USAF, Retired, as the First Assistant Director for Personnel. George Meloon
.sucééeded William Kelly as Personnel Director and continued in that position

during General Davison's tenure and for several years thereafter.

' 52
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CAREER SERVICE PROGRAM

As a result of General Smith's interest in building a corps of well-
gqualified individuals interested in making.a continuing career with the
Agency, a career program was a major priority. Oﬁ 3 July 1951 Colonel Raird,
Director of Training, delivered to the Director a comprehensive plan for a
career corps, which had received the endorsement of the Assistant Director
.for Personnel, General Davison. ‘On 24 July 1951, the DCI approved the plan
in principle and it wag distributed to tpe Deputy Directors and Assistant
Directors for their comments and recommendations on T August. As a result
of these recommendations, General Smith on 13 September 1951'established a
Career Serviqe Committee and directed it to implement the proposal to establish
a Career Prégram in CTA, and to resolve such differences of opinion as had
been voiced by the Deputy Directors and Assistant Direcfors in their review
of the program plan. The Committee was chalred ?y General Davison as

| 25X1A
Assidtant Director for Personnel. Other members were _Assista.nt

Director for the Office of National Estimatejs;'_ Assisgtant 25X1A

Director for the Office of Special Operations; and Colonel Baird; Director

| 53 o -
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of Training. The Committee selected_ to act as its Execu-
SR —_ » 25X1A

tive Secretary.

_ The Career Service Committee met on 24 September 1951, and between
that date and the transmittal of its final repoft'to the Director in June
1952, it held twenty-eight meetings. Eight Working Groups were established;
one.to deal with each of the following subjects: Sélec%ion Criteria, Employee
Rating, Caieer Benefits, Trainees, Extension Training, Rotation, Personnel
Development Program and Honor Awards. Egch group was assigned a series of
gspecific problems; the Executive Secreféry was charged with coordinating
the various activities of the C;mmittee segments. The Commiﬂtee and each
of its Working Groups kept detalled records and minutes of their proceedings
sé that.it would be possible for full coordination of the intricate and com-
plex aspects of the establishment of a career program. More than sixty key
executives were actively involved in the activities of the Working Groups
in fhe development and planning of the Agency's Career Service Program.

On 22 January 1952 the Career Service.chmittéé made a Program Report
to the DCT in which the general framework of the proposed Career Service
54
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f?qgrgé was outlined. On 7 March 1952 the Committee regeived the Director's
comments on the Progress Report which listed eight major points, each con-
taining a number of items which he wished to have considered. Subsequently,
four of the Working Groups were called back for'aétion, and a new one estab-
lished, and during the months of April and Méy the matters of controversy
were resolved and the final details of the proposed Career Program planned.h3
During 1952, in addition to improving and broadening the services
offered by the Personnel Office, the Pergonnel staff was concerned with
strengthening the career service conceét, taking an active part in the study
of the subjects covered by the Working Groups and furnishiﬁg a variety of
statistical and other data for the projects. After General Smith gave his
final approv;l of the program. Career Services anrds were set up in all
major organizational components and a CIA Career Service Board, composed of
.top Agency Officials, was established in June 1952 to coordinate career
ser%ibe activities on an Agency-wide basis. 8pecialized Boards and panels
" were activated to continue work on the propogals sﬁﬁdied by the original
Working Groups. ihe Personnel Office assisted in defining and clarifying

25
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the functions and responsibilities of the various boards. When installation
of the Personnel Evaluation Report was approved as a basic tool of the
Career Service Program, appropriate regulatory and procedural materials
providing for use of this reporting system in other personnel activities
were developed by the Personnel Office. Aﬁ intensive training program on
the subject was conducted jointly with the Office of fraining.

PERSONNEL OFFICE DEVELOPMENTS 1952 - 1953
The Agency became falrly well stabilized in its staffing during 1952.

The reorganized and greatly enlarged recruifment staff had produced beyond
expectation. Procurement was limited largely tp obtaining replacement per-
-~ sonnel although speclal recrultment, particularly to meet project requirements,
required intensive effort in certain areas. Clerical recruits, as always
difficult to find and hold, continued to quglify for the "hard-~to-get" cate=-
gory. However, the lessening of quantitative requirements allowed for
increasing selectivity in the recruitment process as General Smith had hoped.
With recruitment thus limited to replacemenﬁ of attrition, the emphasis

shifted from recruitment to the development of a well-rounded personnel

program. Steps in this direction during the year were the continuing improvement
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- and81mpllflfitlojlof B«f-hr's?rrzvnf} rp_rocedures and recrordS_,_‘ the beginning of
the development of a personnel manual (which gave way to the new Agency
system of regulatory issuanceg, the completion of the coding of qualifica-
tigns of employees and Increased emphesis on in-service placement activities
and employee services, and applicants and the establishment of this data on-
machine records; improved personnei statistical reports; (responsibility

fér the production of all'personnel statistics and for record-keeping and
processing_qutables of organization andﬁpersonnel cgilings was tranéferred

to the.Personnel Office during 1952).

Calendar year 1952 also saw a beginning of implementatidn of Agency
policy for decentralizing certain administrative activities, including per-
sonnel operations. The Personnel Office was chiefly responsible for assisting
25X1A  in the activation _and would

have 8 continuing responsibility for assistihg with the establishment of
.=imiiar missions and furnishing continued support once they had been set up.4

A team of classification analysts visited one overééas project and conducted

& comprehensive survey of a type contemplated for all overseas areas.

~ Approved For Release 2000/08/0§ IA-RDP81-00314R000600130001-6



Approved For Release 2000/08/07 : §&Q§§L81-0034—4R000600130001-6

W“m”PE?E?gtf?fAygér a Special Contractiﬁg and Allqwapces Staff wasrestg§f
lished iﬁ the Personnel 0ffice to adaminister the.special contracting which
was transferred to the Office of Personnel and combined with the overseas
allowances activity. - The Staff was responsible in cooperation with the
Office of thé General Counsel, for the preparation of gll Agency personal
service contracts and other speciai contracts required in support of covert
operatiops; The Staff was also responsible for recommending to the Personnel
DirectOfithe éstabliéhment of special allowances and differentials ﬁhich
could be granted in lieu of or in the ébsence of standardized allowances
and differentials, and for periodically reviewing them to make such changes
as might be desirable or required by local conditions.il"5

In October 1951, Walter R. Wolf, the new DDA, suggested to General
Davison a mergef in which the Office of Training and the Medical Office would
move together under the jurisdiction of the Peréonnel Office--a further
attémpt to strengthen the authority of Personnel--and place under one roof

those components in large part concerned with persdﬁnel matters. General

Davison stated in his reply that of the two, he believed the Medical Office
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could more easily be assimilated, since like Personnel, if»was under the
DDA's purview. The Office of Training, on the other hand,'was still an arm
of the Director's 0Office, unde? the Director's immediate supervision, and was
a ;arge and growing organization with an increasing variety of functions.
The. Persomnel Office itself had a residue of problems of its own to resolve.
He did not refuse the invitation nbr express unwillingnéss to take on the
added resé;nsibility; howéver, no change took place during the remainder of
General Smith's regime.

Cértain responsibilities of the Offic? of Training originally discharged
by the Personnel Office, were subsequently transferred back fo Personnel in
1952 and early 1953--staff work on career development and operation of holding
pools for provisionally cleared recruits. Personnel and Training continued
to work clbsely together on matters of mutual interest and concern. In
‘April 1952, when General Davison returned to private life, Colonel Baird
sei&éd in a dual capacity as Director of the 0ffice of Training and Assistanf
Director for Personnel until August 1952 when Genefél W. H. H. Morris assumed

k1

the Assistant Director responsibility.

Approved For Release 2000/08/07 : CFR-RDP81-003;I4R000600130001-6

erprET



to be reduced by aa'};much as one-half to two-thirds.

| fiAbproved For Relpase 2000/08/07 :SEEPIHP81-00&14R000600130001-6 -

—— ".As early as Decesber 1951, in & I étaff meeting; the Director; ) o

gn#wering ‘& query from the DDA as to waether CIA's expané_ion was , in |
- | 8ene:'}a:t., %00 rapid, gave an ungquivocal "Xes " a.ddm thet it would be

the policy of the A_gencz.r to go slowl,y' ca expazwion and at the same time
to inéi.st_; on high quality in perso:mgl. He pre;‘.erred' thatt the Ag;eﬁcy L

"~ be understarge_d rather than have ungualified individuesls as employees.
Very careful selection of _pefsozmel cabined with gn'erfo;rt jho securé .
ﬁeople p;‘epared to stay for scue subatan#i;i.'xagr;od of time vould be
requived. General Saith stated that he ves hot satisﬁeé with the

current forecasts of future expansion. In sowe cases, these wwm have

\

At a staff meeﬁing on 21 Jauwary 1952, General Smith-stated that he

wiehed that 7/0's for fiscal year 1953 not be ﬁlled.j such incresses would

| prevent the Agency's being sufficlently selective. Ee provided a firm

R

figure of the number of departmental and field persomnel that was not to

be exceeded.

| 60 N
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; “'"*"“‘Prior to his d=parture fraa the gency in February 1953 , G_energ:‘l;”
Smith egain reviewed the Agency 's‘ ‘;nanpower ceiling aituation;on the
logical assumption that the inqming Eisenhower. m1stratim would |

ltakie a stand on greater econoxy throughout éovermgnt. After the rgvie#
cerried out by the DDA, Mr. Wolf rép_orted thet CIA hed voiuntarily
reduce;i. ite personnel requirements 'b;} 25 percent, and -thagﬂeneral Swith
had esteblished a celling a;proxiimtely 25 percent below tﬁe revised ’

\

figure. To the last, ths General edbered to his resolve thet quality,

. Y
not quantity, would be the Agenmcy's primsry goal. 7

_ 61
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Arthur B. Darling, "The Birth of Cemtral Intelligence , " adapted
from a history of the Central Intelligence Agency, Studies in
Intelligence, X 2, pp 3,4. Hereafter referred to as Studies.

Harry Howe Rensom, Central Intelligence and National Security,
(Ceambridge, Mass.: Harvard Universily Press s 1958) p. 64. Mr.
Ransom quotes from Stewart Alsop's and Taomas Braden's Sub

Rosa, (New York: Reynal and Hitchcock, 1946) p. 23.

Ibid.

Darling, "Central Intelligence under Souers," Studies s XITI 1,
rp. 55, 56: 67. ‘

George E. Meloon, Memorandum to Historicel Staff s '"History of
CIA Office of Persomnel," 13 December 195k. Office of Perscunel
files.

Aduiral Sidney W. Souers, Memorandum for the National
Intelligence Authority, "Progress Report om the Central
Intelligence Group," 7 June 1946. O/DCI/HS files.
Ibid,

Darling, "Vendenberg es DCI," Studies, XII 1, pp. 68-T1.

Ibid.
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26.

Darling, Thé Central Intelligence Agency - an Instrument of

Govermment, CIA History, Chapter VIIL, pp. 5, O.. O/DCI/BS files.

The Eberstadt Report went to Congress, the Dulles survey
was conducted at the direction of the NSC. Darling notes
that among members of Congress, Hillenkoetter was gaid to
have "enjoyed downright popularity.” The Dulles Group
reported to & body which had before it for consideration a
Plan to place covert operations under the aegis of the State
Department with the aid of the militery services. The HSC
was composed of representatives still openly hostile toward
Vandenberg 's and Hillenkoetter's efforts "to act as Dircctors
of Central Intelligence with only the advice and not the
consent of the departmental chiefs of intelligence in the

- Intelligence Advisory Council." Darling adds, "The Dulles

Report afforded men who were vexed with Hillenkoetter, for
one reason or enother, am opportunity, and incentive, to
put their shnoyasnce into action.™
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